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[bookmark: _Toc233789236][bookmark: _Toc233789284]Element 1: Introduction
[bookmark: _Toc233789237][bookmark: _Toc233789285][bookmark: OLE_LINK79]1.1 Introduction to Stakeholder Engagement
Infrastructure projects bring together various stakeholder groups with varying expectations and interests. Stakeholder engagement is a tool that can be used to help project managers to understand these interests, minimise conflicts, and enhance decision-making. Freeman (1984) defines stakeholders as people or groups that have the ability to influence or be influenced by the goals of a project. So a good project must involve both external and internal stakeholders. Kujala et al. (2019) also conclude that long-term stakeholder relationships can help achieve sustainable project outcomes. This report is written as a Junior Stakeholder Manager and aims to develop a stakeholder management plan for the proposed enhancement of Kingstanding Leisure Centre in order to facilitate collaboration to maximise the long-term value of the project for the local community.
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[bookmark: _Toc233789431]Figure 1: Kingstanding Wellbeing Centre, Birmingham
(Source: Birmingham City Council Website)
[bookmark: _Toc233789238][bookmark: _Toc233789286]1.2 Project Background
Kingstanding Leisure Centre, also referred to as Kingstanding Wellbeing Centre, is a leisure centre managed by Birmingham City Council and situated on Dulwich Road in Kingstanding. The centre offers swimming pool, gym, fitness classes, wellbeing activities and swimming lessons for children and adults. Birmingham residents can participate in subsidised or free gym classes, swimming and some fitness classes under the Be Active scheme, to help promote health and wider participation.  
The centre is proposed to be enhanced to improve the facilities, accessibility and sustainability of the centre and to increase community participation. According to Higgins (2015), leisure centres are community health infrastructure as they encourage physical and mental health. Likewise, Birmingham City Council (2015) emphasises that better public spaces lead to healthier and sustainable communities. The project also supports Sport England’s objective of increasing participation in physical activity and reducing health inequalities (Sport England, 2016).
[bookmark: _Toc233789239][bookmark: _Toc233789287]1.3 Project Relevance
The proposed enhancement will contribute to enhancing wellbeing, access and social inclusion for the community and promote healthier living. Li et al (2022) discovered that communities are more likely to support infrastructure projects if they understand the environmental and social impacts. Similarly, Sport England (2016) highlight the importance of making leisure facilities accessible to promote regular exercise and increased community engagement. Thus, the project must be implemented in collaboration with the stakeholders to make sure that it meets local needs and yields sustainable results.
[bookmark: _Toc233789240][bookmark: _Toc233789288]1.4 Identification of Key Stakeholders
This project reflects Freeman's (1984) stakeholder theory, which encompasses all interests involved or affected by the proposed enhancement. Key stakeholders include Birmingham City Council, leisure centre management, employees, local residents, schools, NHS and public health organisations, community groups, Sport England, local businesses and contractors. They will be involved in the project to help ensure it provides community, operation and long-term social benefits.
[bookmark: _Toc233789342]Table 1: Key Stakeholders and Expected Benefits
	Stakeholder
	Role in the Project
	Expected Benefit

	Birmingham City Council
	Project owner
	Improved public services and community wellbeing

	Leisure Centre Management
	Operational management
	Modern facilities and improved operational efficiency

	Employees
	Service delivery
	Better working environment and professional development

	Local Residents
	Primary users
	Improved health, wellbeing and recreational opportunities

	Local Schools
	Community users
	Better access to sports and educational programmes

	NHS/Public Health
	Health promotion partner
	Increased physical activity and preventive health outcomes

	Community Organisations
	Community engagement
	More inclusive community programmes and partnerships

	Sport England
	Funding and sport development
	Increased participation in physical activity

	Local Businesses
	Economic stakeholders
	Increased visitor spending and local economic growth

	Contractors
	Infrastructure delivery
	Business opportunities and employment



[bookmark: _Toc233789241][bookmark: _Toc233789289][bookmark: OLE_LINK80][bookmark: OLE_LINK11][bookmark: OLE_LINK9]

ELEMENT 2: Application to Include Stakeholder Engagement Strategies
[bookmark: _Toc233789242][bookmark: _Toc233789290]2.1 Introduction to Stakeholder Engagement Strategy
[bookmark: OLE_LINK17]Stakeholder engagement offers a framework for handling infrastructure projects that have a range of stakeholder expectations. It helps project managers to understand the needs of the stakeholders, prioritise the resources, enhance communication and prevent any possible conflicts from impacting project deliverables. According to PMI (2021), stakeholder management includes identifying stakeholders, analysing their influence, planning engagement, communicating effectively and continuously monitoring relationships throughout the project lifecycle. Similarly, TOR (2025) argue that if the stakeholder expectations are dynamic over time, then continuous stakeholder engagement is a key factor that leads to project success. The following stakeholder management strategies are therefore proposed to assist in the planned development of Kingstanding Leisure Centre from planning to operation and to help to promote collaboration and informed decision making.
[bookmark: _Toc233789243][bookmark: _Toc233789291]2.2 Stakeholder Power–Interest–Influence Analysis
Stakeholder prioritisation allows project managers to target engagement efforts to those who are most likely to influence their project outcomes. A stakeholder power, interest, and influence assessment helps shape proactive decision-making processes, decrease conflict, and adapt stakeholder engagement strategies when priorities shift (Olander, 2007).


[bookmark: _Toc233789343]Table 2: Power–Interest–Influence Analysis
[bookmark: OLE_LINK81][bookmark: OLE_LINK18][image: ]
Stakeholder involvement could be diminished as the Council has the formal authority and is solely responsible for taking decisions, but Birmingham City Council does own the building and control funding and make major decisions. However, the local people have little formal power but are highly influential in the local community as opinions and responses from consultations can impact on community support for the project. Stakeholder influence also varies over the life of a project, with a high influence in the construction phase, but diminished post construction (as cited in Olander, 2007). Likewise, Sport England also impacts on project priorities through funding, but not through day-to-day operational decisions, and National sport policies. Local businesses have less influence, but better facilities could attract more visitors and hence more local economic activity.
In many cases, government-backed infrastructure projects lead to power imbalances between authorities and communities (Wang et al. 2022). Thus, Birmingham City Council must combine formal power with clear consultation to improve the legitimacy of projects and go beyond institutional power. Failure to take account of high power stakeholders could see approvals delayed while failure to take account of residents could lead to opposition and less public confidence. Therefore, it is important to review stakeholder influence throughout the project, as expectations may change and require ongoing adaptations to engagement strategies (PMI, 2021). This is based on the understanding that stakeholder engagement is a process of relationship building, not stakeholder managing.
[bookmark: _Toc233789244][bookmark: _Toc233789292]2.3 Stakeholder Map and Power–Interest Matrix
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Figure 2: Stakeholder Map for the Proposed Enhancement of Kingstanding Leisure Centre
[bookmark: OLE_LINK13]Figure 2 shows the key stakeholders connected to the proposed enhancement of Kingstanding Leisure Centre, demonstrating that successful project delivery depends on collaboration between public authorities, operational partners and community stakeholders throughout the project lifecycle (Freeman, 1984). 
The stakeholder power–interest matrix in figure 3 determines the most appropriate engagement strategy for each stakeholder group. This matrix differs from the previous analysis because it focuses on the degree of engagement needed, not just stakeholder influence. Given that stakeholder positions are dynamic and evolve over the life of the project, Olander (2007) suggests reassessing stakeholder positions throughout the project. So the matrix for the proposed improvement to Kingstanding Leisure Centre should not be fixed; it should be flexible.
[bookmark: OLE_LINK82][image: ]
[bookmark: _Toc233789432]Figure 3: Stakeholder Power–Interest Matrix
[bookmark: OLE_LINK84][bookmark: OLE_LINK19]Birmingham City Council and Leisure Centre Management are in the Manage Closely quadrant as they have access to funding, approvals, operational decisions and project delivery. As they possess high power and high interest, they are well placed. Enforcing them in Keep Satisfied would limit opportunities for timely decision-making and project oversight.
Sport England and NHS/Public Health are regarded as Keep Satisfied because they do not engage in daily project management, but do have an impact on funding and public health. If further funding approvals and strategic policy decisions are required during implementation, however, their position may change to Manage Closely.
Local residents, schools, community organisations, local businesses are located in the Keep Informed quadrant as they are directly affected by changes to facilities and services, but lack formal authority. For Kingstanding Wellbeing Centre, regular updates and feedback is essential to keep public confidence and participation in the community programmes, swimming and Be Active programme. But if there is continued community opposition, that may lead residents to have a greater influence and to need a greater level of engagement.  
Suppliers and occasional users stay in the Monitor quadrant as they have a low strategic influence and low interest. However, stakeholder mapping should be flexible as the project can be delayed or funding may shift, which can change stakeholder priorities. As suggested by Kujala et al. (2019) sustainable project outcomes can be achieved through long-term stakeholder relationships. Thus, by monitoring stakeholder positions during planning, construction and operation, the project team can adjust engagement approaches and ensure they are keeping good stakeholder relationships.
[bookmark: _Toc233789245][bookmark: _Toc233789293]2.4 Communication Plan
Effective communication means that the stakeholders are provided with the right information, via the right means and at the right time. PMI (2021) argues that communication should be flexible to meet the needs of the stakeholders, not a single way. For this reason the communication plan for Kingstanding Leisure Centre differs depending on the roles and responsibilities of the different stakeholders.

[bookmark: _Toc233789344]Table 3: Communication Plan
	Stakeholder
	Information Required
	Communication Method
	Frequency
	Responsibility
	Justification

	Birmingham City Council
	Project progress, budget and risks
	Monthly meetings and reports
	Monthly
	Project Manager
	Supports strategic decisions

	Leisure Centre Management
	Construction updates, operational changes
	Meetings and email
	Fortnightly
	Project Manager
	Ensures operational continuity

	Local Residents
	Construction schedule, service disruption, project benefits
	Community meetings, newsletters, social media and project website
	Monthly
	Community Engagement Officer
	Promotes transparency and public participation

	Contractors
	Technical drawings, health and safety updates
	Site meetings and email
	Weekly
	Site Manager
	Supports efficient project delivery

	[bookmark: OLE_LINK85]Local Schools
	Programme availability and facility access
	Email and meetings
	Quarterly
	Centre Manager
	Maintains educational partnerships



There are various communication methods needed for different stakeholders since they have different information needs and influence. Contractors must receive regular technical updates to ensure delivery of projects while local schools must receive regular information on programme availability. According to Tumpa and Naeni (2025), digital platforms have the potential of increasing transparency and engagement of stakeholders. But digital communication does not effectively address complex stakeholder concerns and stimulate dialogue. In-person interactions help build trust, but are time consuming and resource-intensive. Hence, a balanced communication strategy should be used, for instance by including community meetings in conjunction with digital tools such as the project website, email newsletters and social media.
[bookmark: _Toc233789246][bookmark: _Toc233789294]Digital communication only might leave out older citizenship or those who do not have reliable access to the Internet. On the other hand, conventional approaches might be effective only for limited reach and/or slower information sharing. Communication should be timely, transparent and tailored to the needs of stakeholders (CIPR, 2025), and regular communication is important as it helps to recognise concerns before they become project risks (Song, Munyinda and Adu Sarfo, 2025). Therefore, combining digital and traditional communication increases access and deepens the trust of stakeholders and promotes better engagement throughout the enhancement project. This also follows the rule that all communications should be tailored to the preferences of the stakeholder, not a one-size-fits-all standard approach.
2.5 Consultation Strategy
Good consultation allows stakeholders to be involved in decision making, not just project updating. Cowl et al. (2021) suggest that there are a variety of approaches to consultation, but none is suitable for all stakeholder groups. For this reason the project for the improvement of Kingstanding Leisure Centre uses a variety of consultation techniques to help promote meaningful participation within the project.




[bookmark: _Toc233789345]Table 4: Consultation Strategy
	Stakeholder
	Consultation Method
	Purpose
	Expected Outcome
	Justification

	Local Residents
	Public meetings, online surveys
	Gather community views
	Improved project design
	Directly affected by the project

	Local Schools
	Focus groups
	Identify facility requirements
	Better educational access
	Regular users of the centre

	Community Organisations
	Workshops
	Encourage collaboration
	Inclusive community programmes
	Represent local interests

	Contractors
	Technical meetings
	Resolve construction issues
	Efficient project delivery
	Improve project coordination


[bookmark: OLE_LINK86]
Consultation should be done before, during, and after implementation to allow for stakeholder feedback to guide planning, track project development, and assess project outcomes. Local residents need to be consulted at the highest level since they are the main users and most impacted by construction activities. As mentioned by Zhang and Gu (2025) if these concerns are not addressed at an early stage, they can lead to community opposition. Additionally, Tumpa and Naeni (2025) suggest using face-to-face meetings in conjunction with digital platforms (online surveys) to enhance participation and transparency. Therefore, the results of the consultation must be reviewed regularly and linked to the project's decisions in order to guarantee that the enhancement will be valid and have the support of the stakeholders in the long term.
[bookmark: _Toc233789247][bookmark: _Toc233789295]

Element 3: Ethical Consideration in Stakeholder Consultation, Participation and Feedback
[bookmark: _Toc233789248][bookmark: _Toc233789296]3.1 Introduction to Ethical Stakeholder Consultation
Ethical stakeholder consultation supports a fair, transparent and respectful process of participation, instead of merely gathering opinions. Dickert and Sugarman (2005) support the idea that consultation should respect the rights of the participants, but at the same time consider their needs and the needs of the group. As a result the proposed enhancement of Kingstanding Leisure Centre should aim to encourage voluntary involvement, respect privacy and build trust amongst stakeholders.
[bookmark: _Toc233789249][bookmark: _Toc233789297]3.2 Consultation Methods
The consultation techniques that have been established in Element 2 must be modified for specific groups of stakeholders. Community meetings and online surveys are the best ways to involve local residents, as they will be directly impacted by the project. Schools contribute in workshops and focus groups, contractors require technical and formal review meetings, and Birmingham City Council require technical and formal review meetings. Stakeholder needs differ and combining consultation methods leads to better decision quality, according to Cowl et al. (2021). Similarly, Tumpa and Naeni (2025) suggests the use of digital platforms along with in-person consultation to ensure transparency and engagement. But this approach could potentially leave out the elderly or those who are less technologically literate. So applying various consultation techniques will lead to more balanced stakeholder responses.
[bookmark: _Toc233789250][bookmark: _Toc233789298]

3.3 Ethical Considerations in Data Collection
The collection of stakeholder information is to be done responsibly and in line with the UK data protection requirements (UK Data Service, 2025). Stakeholders should be aware of the reasons for collecting the data, who will use them and how confidentiality will be ensured. The participation must be voluntary, meaning that they can leave at any time. According to Dickert and Sugarman (2005), informed consent, privacy, and participant autonomy are key to an ethical consultation. Records of consultation should also be kept and only accessed by authorised members of the project team in accordance with UK data protection guidance. Kornu (2026) also proves that ethics enhances trust and credibility among stakeholders and the project. Community confidence could be diminished and participation may lessen if confidential information is shared or consultation is not open. So, it is fundamental to ethical data management to ensure trust in Birmingham City Council and the project team.
[bookmark: _Toc233789251][bookmark: _Toc233789299][bookmark: OLE_LINK87]3.4 Bias in Stakeholder Consultation
Bias can lead to decisions that are not reflective of the broader community. If you consult only regular users, for instance, older adults may not be included, nor may occasional visitors or local businesses. Representative consultation is recommended by Cowl et al. (2021) to enhance decision quality. Hence, the project should be implemented with different age groups, various methods of consultation with community organisations, schools and businesses. This helps to minimise the bias and create a more balanced decision.
[bookmark: _Toc233789252][bookmark: _Toc233789300]3.5 Diversity, Equity and Inclusion (DEI)
Older people, young people, disabled people, women, minority ethnic groups and low-income households should be involved in consultation. Practical measures include venues that are easy to access, flexible meeting times, and the provision of large print materials as well as a blend of online and face-to-face sessions. Kingstanding Wellbeing Centre already has features like step free access, parking and hearing assistance to help make participation inclusive. Borg Ellul and Friggieri (2025) state that inclusive engagement is a key factor in building resilience in communities, and Sport England (2016) believe that accessible leisure facilities help to enhance health and social participation. Inclusive consultation yields project decisions that are reflective of community needs, not just the loudest voice.
[bookmark: _Toc233789253][bookmark: _Toc233789301]3.6 Stakeholder Feedback Collection and Review
The feedback should be gathered via surveys, meetings and workshops, and then documented, analysed and discussed by the project team. Project plans should be updated, if applicable, and sent to stakeholders as to the results. Adjei (2026) states that continuous feedback in the community enhances the improvement of projects related to infrastructure and PMI (2021) advises that stakeholder engagement be monitored throughout the project lifecycle. Failure to consider the voice of the stakeholders can lead to loss of trust and a rise in opposition from the community. Stakeholder relationships and project delivery are thus enhanced through continuous review.
[bookmark: _Toc233789254][bookmark: _Toc233789302]Element 4: Conclusion and Reflection
[bookmark: _Toc233789255][bookmark: _Toc233789303]4.1 Conclusion
This stakeholder management plan has shown that stakeholder engagement is an essential part of delivering the successful enhancement of Kingstanding Leisure Centre. Stakeholder identification and prioritisation helps project managers to understand the expectations from various stakeholders and assigns a stakeholder engagement strategy. Clear communication, meaningful consultation and ethical participation complement each other to enhance decision making, decrease conflict, and increase community support. Rather than relying on a one-off consultation, continuous stakeholder input gives the project team the opportunity to tailor the project to meet evolving needs throughout its life cycle. According to TOR (2025), active stakeholder involvement can enhance project outcomes by fostering greater collaboration, and according to Kujala et al. (2019), long-term stakeholder relationships can facilitate sustainable results. In addition, PMI (2021) notes that stakeholder involvement needs to be tracked over time because there are evolving stakeholder needs. In conclusion, the project will benefit from clear and co-operative working with the community before, throughout and after the enhancement work takes place which will enhance project delivery, increase the community's satisfaction and ensure long term sustainability of Kingstanding Leisure Centre.
[bookmark: _Toc233789256][bookmark: _Toc233789304]4.2 Reflection (Gibbs’ Reflective Cycle)
Description: As a Junior Stakeholder Manager, I created a Stakeholder Management Plan for the proposed enhancement of Kingstanding Leisure Centre. This included identifying stakeholders, their priorities, developing communication and consultation plans, and thinking ethically about stakeholder engagement.
Feelings: Initially, I viewed stakeholder management as mainly identifying stakeholders. But I realised that it was not as straightforward as I had thought to balance different interests with effective communication. This changed my understanding of project management.
Evaluation: Preparing the stakeholder matrix and communication plan were useful in gaining an understanding about how priorities of stakeholders affect project decisions. The use of stakeholder theories was also useful to me in analysing and justifying management decisions in a real community project. It was confirmed that it is important to keep relationships throughout the project, as TOR (2025) showed that a continuous engagement process can lead to project success.
Analysis: This planning process identified that the key to stakeholder management is to communicate, negotiate and make ethical decisions – not just rely on technical expertise. APM Competence Framework recognises communication and leadership along with stakeholder engagement as key professional skills of project managers (APM, 2025).   The Gibbs' Reflective Cycle also helped me reflect on my strengths and challenges rather than just simply describing my experience (Sow et al., 2024). I also understood that if I did not address stakeholder concerns, public trust would be diminished and this would impact the outcomes of the project.
Conclusion: This assignment reinforced the knowledge that for the successful completion of the infrastructure project, it is critical to engage the stakeholders effectively, provide ethical consultation and communicate continuously throughout the project.
Action Plan: For future projects, I will keep building on my communication skills, stakeholder analysis and negotiation skills using well-known stakeholder management frameworks and additional professional development to enhance my Project Manager effectiveness.
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